Purpose: The expansion of coaching in firms reflects its potential use as a tool to improve the development of human capital and of the firm itself. Nevertheless, research into the effects of coaching is lagging some way behind practice and there is a need to establish a theoretical framework capable of explaining how the coaching process proceeds and its outcomes. The goal of this research is to analyze the effects of coaching in both, employees development, and organizational performance. Thus, we extend Joo's (2005) conceptual model by adding social exchange theory and the resource-based view, so as to to develop a model that allow us to investigate coaching.
Introduction
In this complex and challenging business world, managing human capital is undoubtedly critical to a firm's success (Gurav & Muldakar, 2011; . Thus, businesses are continuously seeking opportunities to improve their competitiveness. Coaching is one of many different human resource development practices that can help firms create an advantageous position with respect to competitors. In fact, Diedrich (1996) and McCracken and Heaton (2012) recognise the importance of coaching for employees and firms, viewing the practice as an important tool for career development. A growing number of businesses use coaching (Barlett, 2007; Chong, 2008; Moen & Allgood, 2009; Richard, Taylor, Barnett & Nesbit, 2002) because the practice responds to the needs and demands of the workplace (Sherman & Freas, 2004) and is also effective in other ways, such as correcting and improving poor performance (Gravina & Siers, 2011) or conflict resolution in the workplace (Anderson, Rayner & Schyns, 2009 ). Moreover, coaching can be used to accelerate career learning (Parker, Hall & Kram, 2008) or to ensure sustainable leadership (Boyatzis, Smith & Blaine, 2006) . Nevertheless, despite the growing popularity of coaching and their supporters' claim that the practice helps improve performance in both employees and organisations, the literature offers little empirical evidence regarding the effects of this practice (Agarwal, Angst & Magni, 2009 ).
Thus, there is a need to explore this process and its effects empirically (Gray, Ekinci & Goregaokar, 2011a) . This lack of evidence raises doubts regarding whether the substantial investment in such programmes is justified. Researchers must also investigate the conditions guaranteeing its effectiveness and determine whether firms implementing this practice are following the optimal procedures. Most studies on this topic lack a theoretical framework, which reflects the immaturity of the body of research on the subject. The largest gap in the existing literature involves the coaching approaches that explain how this coaching works (Segers, Vloeberghs, Henderick & Inceoglu, 2011) . Thus, if we can show that coaching can improve firm performance, then human resource managers would be able to justify using the practice. In this case, coaching would be a best practice that improves organisational performance regardless of other internal or external factors (Ely & Zaccaro, 2010; Huselid, 1993 ).
-167-Intangible Capital -http://dx.doi. org/10.3926/ic.586 Consequently, the aim of this article is to provide theoretical support to justify the use of employee coaching as part of human resource development and the effects of such coaching on workers and organisations. We also seek to determine whether our theoretical approaches are verified by testing the empirical model in a Spanish case. Achieving this objective may help bring empirical knowledge of coaching to a level that is more consistent with its popularity. Thus, our work will help bridge the current gap in the theoretical framework and justify the use of coaching as part of human resource development. The current work emphasises the importance of this line of research; the scarcity of previous research, as Carey, Phillippon and Cummings (2011) argue; and the need to further our knowledge of the effects of coaching.
Furthermore, as Feldman and Lankau (2005) highlight, few theoretical studies examine how and why coaching should work and under which conditions it translates into greater organisational effectiveness.
Therefore, the main contribution of this work is that it improves our knowledge of coaching and its primary features. Moreover, we analyse its effects on employees and firms and identify the factors that can influence the effectiveness of this type of coaching. With regard to practical implications, this research offers valuable guidance to help managers assess the desirability of investing in coaching and orient the planning of their firms' human resources strategy.
To achieve our objectives, we have structured this paper as follows. After this introductory section, the remainder of this work is divided into five sections. Section 2 presents the conceptual framework within which we base the research and formulate our research hypotheses. In Section 3, we present the methodology that we follow as well as the sample.
Section 4 presents the results of the research, and Section 5 provides a discussion of the results, limitations and future areas of research. The work ends with the main conclusions.
Theoretical framework and hypotheses

Definition of coaching
The literature offers many definitions of coaching. According to Kampa-Kolesch and Anderson (2001) , coaching is a form of systematic feedback intervention that is designed to enhance professional skills, interpersonal awareness and personal effectiveness, whereas Peterson (1994) considers coaching to be a process that equips people with the tools, knowledge (Gil & Carrillo, 2013) and opportunities that they need for professional development and to increase their effectiveness.
-168-Intangible Capital -http://dx.doi. org/10.3926/ic.586 On the other hand, Colomo and Casado (2006) define coaching as a guided, structured and continuously monitored improvement process that brings a participant closer to the preestablished optimum performance level for one's current function in an organisation. These authors essentially view coaching as a conversation between two parties-a coach and a coachee-in a productive, results-oriented context. Although different coaching definitions have been offered, there is some agreement regarding the core of coaching practices, and most definitions concur that coaching is a process that involves a series of one-to-one interactions between a manager and a coachee (Bono, Purvanova, Owler & David, 2010) . Alternatively, Feldman and Lankau (2005) argue that coaching relationships involve one-to-one counselling regarding work-related issues, use 360-degree feedback and propose improvements in the effectiveness of one's current position.
Additionally, Hannafey and Vitulano (2013) explain that coaching is a partnership between a management-level client and a coach hired by an organisation to assist the employee in becoming a more effective and successful manager. It was also highlighted its usefulness in the socialization of employees by Saks and Gruman (2011) . Thus, we can state that coaching is a process designed by an organisation that involves two parties-a coach and a coachee-and that aims to correct performance work-related problems and to improve the coachee's skills and capabilities to assist in career development. We use this definition in the current work.
Conceptual model
After our diagnosis of the current state of the coaching research, we now develop a conceptual model in the following stages: antecedents and preparation, process implementation, shortterm outcomes and long-term outcomes.
Preparation and implementation of coaching process
In the preparation stage, a coach must follow a series of guidelines to ensure the effectiveness of the process. For example, the organisation must facilitate the execution of the process and identify the needs of its employees because by serving these needs, the firm will establish the objectives of the programme and analyse the behaviours during the process to transform those behaviours that are found to be negative. The firm can then adapt the coaching process to suit the characteristics of each participant. The integrity of the participants will also have an influence on the effectiveness of the process.
-169-Intangible Capital -http://dx.doi. org/10.3926/ic.586 When the firm decides to implement a coaching process, it must first establish clear objectives for doing so. These objectives include helping the coachee to focus his or her career and life (Jones & Spooner, 2006) . For this purpose, the firm will define goals and will control and verify how they are met to ensure that the coachee's action and decision making gain a proactive orientation. Thus, through the coaching process, firms seek to develop professional competencies to achieve objectives that they have previously established and to strengthen coachees to ensure that they make the appropriate changes during the process to guarantee its success.
Process implementation
After the preparation stage, the next stage involves conducting the process. Two participants take part in the process: the coach, who teaches, trains or guides the coachee in his/her current job (Evered & Selman, 1989) , and the coachee, the target of the relationship, who develops the knowledge and competences to improve professionally. The core of this coaching relationship is the on-the-job learning process, in addition to other possible issues, such as confidentiality questions, conflicts of interest, questions regarding professional standards, success measurement issues and financial matters (Hannafey & Vitulano, 2013) .
As Hutchinson and Purcell (2010) argue, many coaches are unsatisfied with the process because they need active support from firms in terms of providing recognition, timing and role clarity. Backes-Glelner and Tuor (2010) highlight the importance of a quality work climate for the success of human resource practices. Thus, to understand the implementation stage, it is necessary to consider a number of points that are important for the success of the coaching process. For example, the coach not only manages the coaching process but also can be a consultant who helps the coachee to implement innovations in procedures (McCracken & Wallace, 2000) , who adapts the coachee's skills and knowledge to the existing systems in the organisation, and who encourages the coachee to assimilate the firm's values and attitudes.
The organisation must be aware of the abilities, skills and experience of the coach (Gray, Ekinci and Goregaokar, 2011b) . Moreover, the coach commits to the coachee in a collaborative alliance to establish and clarify the objectives, to develop a plan of action to help the coachee achieve these objectives (Zeus & Skiffington, 2002) , and to reproach the coachee if he/she fails to fulfil previously accepted commitments. The coachee, in turn, must find the coach to be a valuable partner with whom he/she can share ideas, plans and strategies. The coachee can then evolve and gain a longer-term vision of questions that arise.
To ensure the effectiveness of the coaching process, the coach must have a deep knowledge of the coachee's job and of how the job relates to the objectives of the organisation. The coach -170-Intangible Capital -http://dx.doi.org/10.3926/ic.586 must be willing and able to share information with the coachee and must be ready to dedicate the time that the process demands. For the process to proceed correctly, the relationship between the coach and coachee must be based on trust, consistent with the organisational climate, as highlighted by Shih, Chiang and Chen (2012) . Success can also be influenced by other factors, such as the type of personal relationship that the coach and coachee establish and the harmony, connection and affinity between them (Hodgetts, 2002; Wanberg, Welsh & Hezlett, 2003) .
As noted above, to ensure that the coaching process is effective, both the coach and coachee must make efforts to achieve a number of objectives. The coach must be sufficiently qualified and experienced; must know the organisation well; and must be willing to transmit knowledge, dedicate time to the process and reproach the coachee when he/she does not perform as agreed. The coachee, in turn, must be committed to the process and must seek a good partner in the coach by sharing ideas and strategies and trusting the coach.
According to Cropanzano and Mitchell (2005) , from social exchange theory the coaching relationship is reciprocal. The parties establish a normative framework within which to work.
The success of the process will depend on several reasons: the confidentiality within the process; the consistency of the status of both coach and coachee; and their integrity, rationality, altruism and commitment.
Many empirical studies agree on this point and consider coaching to be effective because it offers employees an intense way of learning that is suited to their individual needs and thus leads to greater career satisfaction (Colomo & Casado, 2006; Rowold & Schilling, 2006; Sherman & Freas, 2004; Zaleska & De Menezes, 2007) . The support of other organisational members, such as line managers, is also necessary (Leisink & Knies, 2011) -171-Intangible Capital -http://dx.doi.org/10.3926/ic.586
Process outcomes
We consider it necessary to complement the Joo´s (2005) framework, with a theoretical approach that supports the individual outcomes or results and that links these outcomes with organisational benefits. Social exchange theory is one of the most influential conceptual paradigms for understanding employee behaviour in the workplace (Cropanzano & Mitchell, 2005) . The central premise of this theory is that the exchange of resources is a fundamental form of interaction between the people participating in the coaching process because they expect the benefits that they obtain from the process to exceed the direct costs (Cook & Emerson, 1978; Emerson, 1962) .
In this way, Gouldner (1960) emphasises the following three aspects: first, the relationship is reciprocal because transactions flow in both directions because of the mutual exchange that the coach and coachee establish; second, this reciprocity is an expectation that both the coach and coachee share, each with his/her own particular situation; and third, reciprocity also becomes a moral norm of action throughout the coaching process. Cook and Eme rson (1978) add a fourth aspect: in the exchange process that they establish, participants must negotiate the normative framework that will regulate the coaching relationship and in which they will detail their aims. Finally, a number of other aspects affect coaching outcomes, including rationality, altruism, group gain, status consistency among participants and competition (Cropanzano & Mitchell, 2005) .
Applying the theoretical approach discussed above, we observe that during the coaching relationship, a mutual exchange emerges between the coach and coachee following a set of pre-established norms and within which the coach and coachee will perceive a series of benefits that outweigh the costs of the process. Because social exchange theory describes the elements that emerge within the coaching relationship (Hammervoll, 2011; Tepper & Taylor, 2003) , this theory proves to be a useful framework not only to study the coaching process but also to analyse the outcomes or results of the process.
Social exchange theory helps explain the benefits that individuals perceive. Consequently, the next task is to identify these outcomes or results, including the benefits and costs of the process to the coach and coachee and the final outcome. Among the benefits of the coaching process, the coach and coachee become more satisfied with their careers in their organisation and perceive a positive effect on their lives. The process helps them to develop their skills, gives them more confidence, and improves their motivation as the reason or reasons one has for acting or behaving in a particular way (Lotfizadeh, Edwards & Poling, 2014) and task performance. This technique also helps the coach to diagnose performance problems and to -172-Intangible Capital -http://dx.doi.org/10.3926/ic.586 make the decisions necessary to resolve such problems. Thus, coaching can assist managers in evaluating employee performance.
Clearly, the need to coordinate and connect resources and capabilities renders human resources fundamental as an extremely important element of a firm's strategy (Lorenzet, Cook & Ozeki, 2006) . Nevertheless, to consider human resource strategic assets capable of generating competitive advantages according to the RBV, we must first verify that coaching confers strategic value on human resources; in other words, we must confirm that coaching renders human resources a valuable, rare, sustainable and inimitable resource (Amit & Schoemaker, 1993; Barney, 1991; Grant, 1996; Peteraf, 1993) .
According to the theory of resources and capabilities, coaching can give human resources strategic value because the practice renders this asset rare and more inimitable, thus transmitting a firm's strategy to individual employees and helping them understand the firm's mission and values (Núñez-Cacho, Grande & Pedrosa, 2012; Pérez, Montes & Vázquez, 2006) . Thus, the competencies, capabilities and knowledge that are transferred in coaching programmes, which are designed to serve a firm's needs, have the potential to create resources that are capable of generating a sustainable competitive advantage (Barney, 1991) .
On the basis of the above discussion, the following theoretical framework of our research is presented (Figure 1 ): Thus far, we have analysed the state of the art in coaching, completed the conceptual framework and established the theoretical framework to provide support for these processes according to social exchange theory and the RBV. We now conduct the empirical research of the theoretical questions formulated above.
When an organisation prepares for this process after previously identifying employee needs, establishing objectives, and supporting and facilitating the process execution (Bolch, 2001) , there is a transmission of knowledge and competences that improve the individual performance of coachees. Coaching is a tool that is capable of creating value (Hammervoll, 2011 ) that consequently improves the capabilities of human resources. Coaching converts human resources into an asset that is unique and valuable to the organisation and that is difficult for competitors to imitate. As Ellinger, Ellinger and Keller (2003) and Luthans and Peterson (2003) highlight, a coachee will apply his/her new knowledge to daily tasks in his workplace, affecting positively his individual performance. As a consequence, we can expect that organisational performance improve. However, to ensure that this outcome actually occurs in practice, we must first empirically demonstrate the relationship between individual performance and organisational performance and thus avoid making inferences from one level 
Methodology, sample and scales
Sample
We sent 2,303 questionnaires to human resource managers of Spanish firms. To collect the information that we needed to complete our research, firms were selected at random from the database of the Spanish Business Register. We obtained a response rate of 21.6%; thus, the final sample consisted of 498 firms. The confidence level of the sample is 95% (z=1.96), and the sampling error is 3.9%.
Control variables
The mean firm size in terms of number of workers is 174, and the mean firm age is 35 years old. We used these two variables-size and age-as control variables. The sectors of the sample firms are as follows: industry (39%), commerce and services (37%), and primary sector (24%). Fully 91% of the sample firms formally program coaching processes.
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Measurement scales: dimensionality and validity
We designed a questionnaire on the basis of the literature review to obtain the information that we needed to resolve our research problems. In the development of the variable measurement scales, we used previous works as a reference and adapted the content to the specifics of our research. A group of experts then examined the different scale items to verify their suitability.
With regard to the individual construct reliability, we first used the Cronbach's alpha coefficient and the composite reliability index of each construct. Second, to confirm the dimensionality of the scales, we conducted an exploratory factor analysis to examine the suitability of the groupings of variables around the corresponding dimensions. Finally, we verified the validity using a confirmatory factor analysis (CFA) of each construct.
Organisational support and antecedents
The variables that were used to build the organisational support and antecedent construct were drawn from the works of Salinero and Muñoz (2007) 
Coaching
We used three variables to build the coaching construct, which we borrowed, in unmodified form, from Olivero, Bane and Kopelman (1997) and Gould (1997) . The first variable is "The organisation sometimes employs a personal coach to help workers improve their performance in a short-term process". This variable has a factor weight of 0.863. The second variable is "Coaching processes are programmed by the organisation", with a weight of 0.886. The third variable is "The coach comes from outside of the firm", which has a weight of 0.696. The -176-Intangible Capital -http://dx.doi.org/10.3926/ic.586 variance explained by the three variables is 67.131, and the value of the KMO test is 0.709.
With regard to the scale reliability, α=0.946, and r=0.954.
Individual performance of human resources
We used variables from Chand and Katou (2007) and Huselid, Becker and Beatty (2005) to measure the individual performance of human resources: "The workers are committed to the organisation", with a weight of 0.755; "The workers achieve their individual objectives", with a weight of 0.912; and "The workers improve their efficiency", with a weight of 0.884. The variance explained is 52.341, and the value of the KMO test is 0.771. The reliability of this scale is α=0.711, and r=0.725.
Organisational performance
To build the performance factor, we used variables from Rutheford, Kuratko and Holt (2008) and Molina, Claver, Pereira and Tarí (2009) . The first variable is "What is the firm's profitability?", with a weight of 0.895. The second is "What is the rate of return on assets?", which has a weight of 0.960. The third is "What is the profit margin?", with a weight of 0.869.
The variance explained is 71.56, the value of the KMO test is 0.709, the Cronbach's alpha is α=0.814, and r=0.801.
Sales and productivity growth
We used three indicators from Carlson, Upton and Seaman (2006) to measure the effects of coaching on indicators of growth. The first variable is "Growth in sales in the past three years", with a weight of 0.878. The second is "Productivity growth in the past three years", which has a weight of 0.774. The third is "Growth in market share in the past three years", with a weight of 0.818. The KMO test value for this factor is 0.775, the variance explained is 68.23, α=0.746, and r=0.771.
CFA of each construct
To test the discriminant validity, we analysed the existing correlations between the dimensions that measure various factors. We noted that the value of the squared correlation coefficient did not exceed the variance extracted from the construct and that this variance is greater than -177-Intangible Capital -http://dx.doi.org/10.3926/ic.586 0.5. Upon verifying these issues, we can assume that the scales have discriminant validity. The results of this analysis are shown in Table 1 Overall, the scale has a reliability of α=0.711 and r=0.728, which is satisfactory for exploratory studies, and the composite reliability index is consistent with recommendations from Bagozzi and Yi (1988) . We completed a CFA of the five measurement scalesorganisational support and antecedents, coaching, individual performance of human resources, organisational performance, and sales and productivity growth-to assure the validity of each construct of our model. We performed evaluations using Satorra-Bentler scaled c 
Results of causal model estimation
With the information from the previous analyses, we proceeded to estimate the proposed model linking organisational support and coaching with individual employee performance as well as linking individual performance with organisational performance measures and sales increases with productivity growth. Having specified, identified and estimated the model, we present the results of the estimation in Figure 3 .
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Finally, the results also offer support for Hypothesis 4: the coefficient linking improvements in individual performance as a result of coaching with sales and productivity growth equals 0.302 in the standardised solution.
Discussion
The first contribution of the current work is its novel incorporation of theoretical support for the implementation of the coaching process, which enriches and complements the existing model.
This theoretical support enabled us to explain how firms should develop coaching processes to improve their human resources and to justify the utility for businesses and workers. Thus, we believe that our work identifies a method by which research can progress with respect to this issue. Specifically, social exchange theory explains the exchanges that occur between coach and coachee throughout the process, in which reciprocity appears and a series of transactions occurs between both parties. This relationship reciprocity is an expectation that both participants share and serves as a moral norm of action.
In the first part of this work, we presented coaching as a process of improvement that develops and improves the skills of coachees and whose core is the relationship that participants establish during the process. The second contribution of this work is related to the effects of organisational support and the coaching process on the individual performance of coachees. The transactions that occur during the coaching process generate a number of benefits and costs for those involved in such a relationship. According to our research results, we can conclude that when the coaching process is conducted according to the criteria proposed here, both the coach and coachee perceive important benefits, and the coachees demonstrates improved individual performance, as Hypotheses 1 and 2 postulate.
The third contribution of this work is that it provides insight into the question of whether this improvement in individual performance as a result of coaching has an effect on organisational performance, sales increases and productivity growth. We study these relationships from the most recent perspective of the RBV. Coaching processes confer on individuals a number of attributes that are converted into valuable capital for firms, making it difficult for competitors to imitate or copy them and thus making the competitive advantage generated more sustainable. These research results provide evidence that the individual benefits derived from the coaching process will translate into benefits for organisations because individual benefits indeed have an effect on organisational performance, sales increases and productivity growth, our empirical results, we can confirm that coaching processes potentially improve both individual and organisational performance. In making this claim, we have avoided making inferences from one level to the next that could lead to errors.
Managerial implications
The rapid expansion of coaching in firms means that the practice is often conducted in ways that cannot guarantee its effectiveness, giving rise to an effect that is similar to what Woodside (2011) calls "incompetence training" and that we call "incompetence coaching". In a previous study, Hutchinson and Purcell (2010) find that slightly less than half of coaches are satisfied with coaching. The process can fail, with consequent costs for both the participants and the firm. After conducting rigorous research, we have designed a model that firms can use to help them implement coaching processes successfully. We analysed the conditions and factors of the coaching process that are necessary to ensure its effectiveness.
Our results enable us to conclude that coaching processes are a useful tool for developing professionals in organisations, as we found an effect on the performance of human capital.
Coaching also helps firms improve their competitive position via effects on organisational performance, sales increases and productivity growth. With the effectiveness of such coaching empirically supported, the next step is to determine how best to conduct the process. As we stated in the theoretical framework section, firms should plan coaching in detail, including the objectives to be pursued. Participants should be given opportunities to develop and achieve promotions, and the process should improve their decision making. To ensure the success of the process, the exchange between the coach and coachee should be positive, with both participants perceiving the benefits to outweigh the costs. Thus, an organisation must strive to maximise benefits and minimise costs. One of the critical points is the selection of participants; specifically, firms should closely examine a coach's profile. The coach should know the organisation well, and his/her personal characteristics should suit those of the coachee in aspects such as the equivalence of professional status, personal affinities and the level of commitment to the process. In particular, the coachee must be an employee with the potential to develop professionally and thus to fully exploit the benefits of the process, work hard throughout the process and trust the coach. Selecting the appropriate participants and providing the proper facilities will limit socio-emotional conflicts and lower opportunity costs on both sides, which will increase the perceived net benefits of the process (i.e., ensure its success). Improvements in a coachee's individual performance will translate into better performance in his/her daily work in the firm, which will positively affect his/her organisation's performance, sales and productivity growth.
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Limitations and future lines of research
This work suffers from a number of limitations that need to be considered to be able to interpret its conclusions appropriately. We now present these limitations, along with the future lines of research that they open up. Our main data collection instrument was the questionnaire, and this suffers from the limitation of subjectivity. The information obtained could be biased because many items are based on respondents' perceptions. Another limitation is that the research is cross-sectional in nature, in other words we obtained the information at a particular moment in time. Future work should analyze the effect of coaching on individual and organizational performance over a period of time using longitudinal analysis. This would isolate temporal phenomena and specific circumstances that can distort the results of the research. In particular we would advise measuring the impact of coaching on organizational performance in the medium to long term. This line of research could use autoregressive longitudinal structural models, which explain the evolution of the variance over time, or MIMIC models, in which the indicators of the latent variables can be longitudinal.
The scope of analysis of this work comprises the different sectors of the Spanish economy.
Researchers could replicate this study in specific sectors. This could enrich the analysis because it would limit external influences on performance. Researchers could compare their results to ours, and compare the results between different sectors.
Conclusions
We draw upon Joo's (2005) conceptual model to analyse the effects of coaching in employees and organizational performance. This work strengthens that framework by incorporating two theoretical approaches: social exchange theory, which helps explain individual outcomes of the coaching process, and the RBV, which helps explain the link with organisational performance.
In this way, our research allows to shed light about the benefits of coaching, both for the individuals that participate in the coaching process as well for the organisation. These results provide an additional point of view to managers in order to appraisal the benefits of the coaching process in a wider consideration, both for individuals and firms. On one hand, managers can realise the benefits of the coaching process for the coachees, which contribute to take advantage of the potential of the human resources of the firm. On the other hand, a relevant contribution of this paper is the positive effect of coaching process in the organisation, which can be measured in terms of firm performance and growth. Obviously, these benefits of coaching process are not reached in every company as a universal rule, because of the costs of the process that must be overcome by the benefits. In this sense, we offer some -182-Intangible Capital -http://dx.doi.org/10.3926/ic.586 recommendations in order to an adequate management of the coaching process, as a way to reduce the risk of failure.
The results here show that coaching processes are an important tool for improving the individual-level performance of human resource. Furthermore, the firms can benefit from the resulting effects on organisational performance, sales increases and productivity growth.
